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This study explores current practices regarding 
pre-employment interviewing and post hire performance 
appraisal. Since job analysis is critical to development of 
meaningful description of the job, a discussion regarding 
acceptable processes for job analysis is also presented. 
The purpose of the paper is to develop a theoretical 
framework for improving the process of pre-employment 
interviewing and post-hire performance appraisal by 
using an integrated approach which is directly aligned 
with the specific job. The process is predicted to be 
generally applicable in all types of businesses and 
industries and for all levels of employees and managers 
below the level of President and other key executive 
positions. 
The concept developed has several objectives, all of 
which add value to the concept of human resource management 
by giving recognition to the necessity to treat each 
employee individually, and providing an opportunity for 
direct and open communication with the employee's 
1 
supervisor. 2 
The concept has as the primary objective the 
standardization of a consistent process of conducting 
pre-employment interviewing, and post-hire performance 
appraisal, which is clearly based on the specific 
requirement of the position. The process is intended to 
allow for open communication between the employee and 
supervisor. The process should also allow for the 
appropriate matching of the candidate's skills to the 
specific skill requirements of the position, and on a 
regular basis, monitor the performance in each specific area 
of job expectation. 
Importance of the Topic Being Studied 
The ability of an organization to achieve its goals 
depends significantly upon its human resources. In order to 
acquire and retain individuals who will make a maximum 
contribution to the organization, it is essential that 
management give careful attention to the human resources 
management function. Like other major management functions, 
human resources management requires sound policies and 
procedures, administered by competent managers.1 
In searching the literature, it was identified that a 
significant area of employee concern relates to fairness in 
the pre-employment interview process as well as in the 
post-hire performance appraisal process. Employers usually 
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use the traditional pre-employment interview as the means of 
gathering information about an applicant. The process, 
however, is not felt to be very good for making assessments 
of the applicants skill levels because it is too subjective. 
It appears, however, that employers continue to use the 
subjective non-job related interview, even though workers, 
government, and the courts encourage the utilization of more 
objective and job related processes.2 
The importance of predicting job performance through 
the use of an objective job related process is evident from 
a review of the literature. Schuler, in his extensive 
review of the subject, records the following: 
Often the interviewers do not have a complete job 
description or an accurate appraisal of the critical 
job requirements. In addition, the interviewer often 
does not know the conditions under which the job is 
performed. Nevertheless, for performance and legal 
reasons, all the information obtained must be job 
related.3 
The situation is not significantly different with the 
performance appraisal process. It, too, must be objective 
and job related if it is to be effective. Schuler cites a 
recent study conducted by Psychological Associates Inc. of 
St. Louis, in which 4,000 employees at 190 companies were 
surveyed regarding how they felt concerning the performance 
appraisal process in their companies. The study revealed 
that 70 percent believed the review sessions had not given 
them a clear indication of what was expected of them 
relative to job performance.4 
4 
This is not to suggest that management is 
disinterested in their employees, and there is something to 
be said for entrepreneurship by the owners and investors in 
their efforts to produce products and services wanted by 
society and, thereby, establish a need for the human 
resource. In our economy owners and investors who are 
willing to establish businesses, deserve some recognition, 
acknowledgement and, perhaps, even a higher level of 
prestige and economic benefit because they are willing to 
take high levels of personal and financial risk. However, 
in our society, neither the government nor the work force 
will tolerate certain abuses. Generally the work force, 
whether unionized or not, is strong enough to reject, either 
consciously or unconsciously, certain impositions upon it. 
The proper treatment of the human resource, in order for the 
investor or manager to be successful, is extremely 
important. Employees want a high quality of work life, and 
an opportunity to participate in the organization with clear 
understanding of management expectations.5 
Although many aspects of the work environment will 
impact on the quality of work life each employee will 
experience, one of the very basic factors in developing good 
employee-employer relations is proper communications 
regarding the employee's acceptable performance in his or 
her job. All managers have expectations regarding 
requirements of a job, but often have difficulty in 
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determining if a potential employee will fit the manager's 
expectations regarding the job requirements. Additionally, 
the manager will, through a formal or informal process, 
continually be observing how the selected employee is 
performing and whether or not the manager1s expectations are 
being met. 
It is extremely critical, therefore, to have an 
adequate pre-employment interview and job performance 
appraisal process which has an accurate job description as 
its key foundation. Such a process assists management and 
employees to be able to communicate openly regarding job 
responsibilities and performance. Knowledge between 
employed and employer regarding the job to be performed, 
and how it is performed, make this subject the foundation 
and corner stone of human resource management. 
The Human Resource 
A major premise management should have is that the 
human resources are the important asset. Although in the 
financial statement human resources are treated as an 
expense, management should recognize that the pool of 
workers represent a pool of knowledge, skill, strength, 
ability, ideas and talent which should be treated and 
regarded as an asset (i.e., a resource). Unfortunately, 
this resource pool is often manipulated and does not have 
the respect it should have. Often, fixed assets such as 
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buildings, equipment or products and services, which the 
human resource pool produces, are valued more highly. 
Management must understand that employees are people, human 
beings that deserve to be treated with fairness, honesty and 
respect.6 
In order to deal with this issue, management must 
reckon with conflicting organizational profit motives which 
interfere with this concept. Generally speaking, most 
organizations have become excessively profit oriented, 
including traditionally nonprofit oriented organizations.7 
The issue is not over whether there should or should not be 
a profit, but rather what is the benefit or impact on the 
human resources in the process. This question begins to 
touch on the quality of work life issue which is important 
to be understood by the organization management or 
ownership, since both large and small organizations must 
utilize the human resource to pursue their profit motives. 
Although large and increasing amounts of money are being 
spent for people development, business leaders are still 
casual about layoffs and outplacement of personnel. "In far 
too many organizations it is much more difficult to get 
management approval for a $15,000 piece of equipment than it 
is to fire or outplace a manager."8 
Workers expect to be treated with human dignity and to 
have genuine equal opportunity for advancement. Physical 
working conditions in most businesses in the United States 
7 
have improved tremendously in the past twenty years, however 
management's attitudes toward the human relations aspects of 
work have consistently lagged behind changes in attitudes, 
values, and expectations of the labor force. Along with 
profit motivation and capitalizing on business 
opportunities, managers at all levels in the United States 
business environment need to give increased consideration to 
long range human resource planning.9 
The value given to the human resource, then, is what 
is important with regard to the activity of work. It is not 
a well written set of job functions that makes the 
management system work, but rather it is the value or lack, 
thereof, attached to the human resource component by top 
management that allows or does not allow the job system to 
10 • • work. Today workers expect to be treated fairly in their 
total relationship with their employers, with less emphasis 
on union involvement and more dealings directly with their 
managers.11 
When U.S. companies get into financial problems, 
managers and owners usually think first of reducing the 
human resource component and do not seem to be too concerned 
about the impact made upon the individuals and their 
families. With facts like 24,000 layoffs at one of AT&T's 
operations or 4,000 at Union Carbide, it is not surprising 
that the work force becomes uncertain of its value to the 
organization.12 
8 
The account is told of the founder of Sony 
Corporation, Akio Morita, with regard to the Sony plant in 
San Diego, California. The plant encountered a sudden 
decline in sales and the United States managers requested 
permission from headquarters in Japan to begin a work force 
reduction due to anticipated significant losses. Akio 
Morita refused the request, indicating: 
Think of the opportunity if we keep the American 
work force with us through these difficult times, then 
they will understand that we are really committed to 
them, and they will be committed to us. 
No lay-offs were made and in a few years the business 
recovered and the San Diego plant, in time, outperformed 
Sony's plant in Japan.13 
Some authors suggest that if workers are treated with 
increased respect that they will be more productive in the 
work environment.14 The human worth concept is significant, 
and one author has indicated that: 
At all levels of the organization, decisions have 
been made on the basis of power struggles rather than 
facts. What is now emerging as a new effort to make 
decisions based on performance as a means of 
competence, contribution and reward-not power...15 
This same author suggests that management faces a new 
challenge and needs to recognize that, "we are competing for 
the time, attention, trust and commitment of our 
employees".16 
Employees are directly effected by the attitudes of 
management toward them and how their lives will be impacted 
as a result of management's action.17 Therefore, management 
needs to be very aware of how its programs and practices are 
perceived by the employee group, in order to make certain 
that the employee group will make its maximum contribution 
to the overall objectives of the corporation. 
Research Methodology 
Research on the subject was conducted by a literature 
search of the periodicals Personnel, Personnel 
Administrator. and several other health care related and 
non-health care related periodicals, a legal reference 
source and a human resource management text. 
Scope and Limitations 
A review of problems associated with current 
techniques is discussed, as well as a discussion 
regarding government issues and legal issues that impose 
external pressures upon employees. 
In order to present the concept, the study includes 
an example of a specific application for the position of 
clinical nurse. Although in this example, the process 
applied relates to the health care environment, it is felt 
that the process has very broad application and would be 
effective in most United States businesses. 
10 
Organization of Paper 
Chapter II presents the findings of literature 
research and presents the perceived problems with the 
current employment/job performance processes. The primary 
problem addressed is that the employment/job performance 
process is less job specific for pre-employment interviewing 
and is generally fragmented. Legal and government awareness 
issues are discussed although a comprehensive legal review 
of all legal issues is not considered to be part of this 
study as it would be a major study in its own right. 
Chapter III introduces the recommendation of an 
improved process which utilizes an instrument identified as 
a human resource profile. Chapter IV concludes with a 
summary and recommendation for further study and testing of 
the recommended process. 
CHAPTER II 
CURRENT STATUS OF PRE-EMPLOYMENT INTERVIEW PROCESS 
AND POST-HIRE PERFORMANCE APPRAISAL REVIEW 
Perceived Problems With Current Processes 
A review of articles and text material indicates that 
the pre-employment interviewing process is not job 
description related. In many cases, no formal structure is 
used. Further, a permanent record of the interview is not 
maintained; however, it appears that the literature is 
encouraging the use of more specific interviewing 
techniques. Research conducted over the past twenty years 
reveals that, frequently, the interview process is not 
standardized, is subject to considerable bias, and has 
little value in predicting employee success. This research 
points to personal bias of interviewers as a major 
18 problem. Often supervisors are inadequately prepared for 
conducting the interviews. They may make a hasty judgment 
without knowledge that the individual1s skill level will 
match the position. Often a feeling about the person and 
consideration of other traditional, nonobjective factors are 
the basis for selection of a new employee.19 Although the 
act of using human intuition and judgment in the selection 
11 
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process should not be eliminated, of equal importance is the 
need for a structured process that utilizes objectivity.20 
Many pitfalls of traditional interviewing have been 
identified. The basic problems are that the process is not 
based on an analysis of job requirements, interviewing is 
informal and inconsistent from candidate to candidate, 
certain irrelevant and even illegal questions may be asked, 
candidates are often not given an opportunity to demonstrate 
actual job skills, and documentation is not usually 
performed.21 
The benefits of being able to review and match the 
candidate's skills to the job requirements of specific 
positions have been demonstrated to be meaningful for both 
the employer and potential employee as well as to be cost 
effective. Such a process is used by Coca-Cola USA, the 
largest division of the Coca-Cola Company and is estimated 
to have saved in excess of $700,000 over a three-year 
period.22 Literature review clearly points out the problems 
which are identified above, that are associated with the 
traditional model of interviewing, and further writers on 
the subject suggest the need for a standardized job-related 
23 process. 
The traditional performance appraisal process is only 
slightly better than the traditional pre-employment 
interview process. This is so because more attention has 
been given to attempts to develop the process into a more 
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meaningful experience by relating performance to specific 
expectations of the job. 
Generally, neither supervisors who must conduct 
periodic performance appraisals nor employees enjoy the 
performance appraisal process. It is not surprising that 
the traditional approaches often leave employees feeling 
discouraged, disgruntled and, in many cases, totally 
surprised with how their supervisor perceives their 
performance.24 
Conventional approaches place the manager in a 
position of having to make judgments regarding personal 
worth of another individual, which most managers are 
reluctant to do.25 In a survey of 293 firms it was found 
that although some formal appraisal system is felt to be 
necessary, that "current systems are still widely regarded 
as a nuisance at best and a dangerous evil at worst."26 It 
is felt that systems have not yet matured, but that 
environmental factors such as social change, government, 
laws and legal pressures are causing performance appraisal 
systems to be improved. Programs which are carried out 
merely because of company policy requiring that appraisal 
reviews be performed, do indeed become a nuisance for both 
the employee and supervisor. Many problems can and do arise 
when the process used is no longer meaningful in developing 
the employee. Additionally, improper appraisal reviews have 
the potential of causing many legal problems for an 
employer. 
Criticism of performance appraisal systems include 1) 
the halo effect, which causes positive or negative 
characteristic about a person to strongly influence the 
total attitude of the interviewer toward the person; 2) the 
leniency-strictness effect which results from a wide range 
of favorable and unfavorable ratings by different 
supervisors for the same performance levels; 3) the central 
tendency effect which results from giving everyone an 
average rating; 4) the zero-sum problem, which results from 
a system which dictates that there be a balance between the 
number of above average ratings and below average ratings; 
5) the recency effect which results from a recent event 
having an inappropriate weighting on the individual's total 
performance; and 6) biased subjective evaluation which 
results from impressions made by supervisory personnel 
regarding their employees.27 These and other factors lead 
to the conclusion that the current process is inadequate 
and needs to be improved. 
Necessity of Job Description Based Concept 
The need to define each job within an organization is 
critical. Job definition becomes the basis to determine 
what activities need to be performed. Many human resource 
specialists believe that job analysis is the first step in 
28 • • developing an effective selection process. Further, it is 
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generally accepted that employees prefer a standardized, 
objective system for evaluating their performance. They 
want to be reviewed fairly and, prior to evaluations, have 
knowledge about performance expectations of their superiors. 
Further, employees want to be reviewed on the basis of 
factors they feel they can control, such as behavior and 
performance, rather than on personal characteristics.29 
The conclusion reached as a result of reviewing the 
writings on the subject is that job content becomes the 
foundation for establishing an objective basis from which to 
structure a meaningful process of pre-employment 
interviewing and post-hire performance appraisal. The 
process of job or task development, however, may be 
confronted with several problems, consequently, the once 
fairly simple matter of defining the task to be performed 
becomes more complex. One problem arises because many jobs 
change much more rapidly than can be substantiated by a 
detailed, time consuming and lengthy process of 
documentation which is often obsolete prior to being 
published.30 
Some knowledgeable individuals suggest that it is the 
job holder who should actually define the job content.31 
This individual further is expected to comply and, indeed, 
make job position changes well ahead of any formally written 
description change. Since few businesses or positions are 
static in our extremely dynamic work environment, failure to 
16 
revise the content of a job on a timely basis can have 
serious consequences. Since job analysis is not usually 
conducted each time a component of the job changes, it can 
be concluded, that an employee is expected to respond to the 
changes management requires or requests prior to completion 
of a formal job analysis and job description.32 Both 
employee and employer would become extremely frustrated if 
changes could not be made fairly rapidly. Although there 
are many examples that can be given, the introduction of 
computing systems into the work environment illustrates the 
need for a dynamic rather than static position/task 
description. The personal computer has almost overnight 
changed the job of a secretary. For example, an 
Administrative Secretary, who for years has been using a 
typewriter, has a job description which is specific to a 
requirement and capability of being able to type at a 
specified standard, say 70 words per minute. Yet an 
Administrative Secretary today has had to make a rather 
rapid transition from the typewriter to utilizing a powerful 
personal computer or some other sophisticated computing 
system and not a typewriter at all. How does this employee 
and the employer make the change in an efficient and timely 
manner. 
Should all work activity changes and enhancements be 
made only after a new job analysis is completed and a new 
job description written? Probably this would be the correct 
17 
approach, but in the practical work setting, few persons 
want to take the time to upgrade the definition of the work 
activity each time something new is introduced. 
The new skill that the secretary needs may be 
significantly different than the previous skill of typing. 
Indeed, a new knowledge level regarding the use of a 
computer is required and extensive training is necessary in 
order to be able to make the transition from the typewriter 
to the personal computer. 
Similar examples can be given for many jobs, since job 
tasks change continually due to introduction of new 
equipment, system changes or product changes. Few jobs are 
ever free of such changes, whether of professional or 
non-professional nature. The dynamics of changing jobs 
testifies to the fact that detailed preparation of job 
analysis and job descriptions are not possible each time a 
job change occurs. 
Another possible conflict relates to the individual's 
discretion in carrying out their job. Should management's 
philosophy be rigid or free on how the employee performs the 
job? What latitude is appropriate? There are definite 
conflicts with regard to applying the human resource 
management concepts and the practical day-to-day activities 
in most organizations. Human behavior authorities have for 
years promoted advanced motivational concepts and 
enhancement of the employee's quality of work life.33 The 
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requirement to adhere to a specific job description can be 
counterproductive to the motivational concepts. On the 
other hand, if the employee is given complete latitude with 
regard to forming their own jobs, management may have 
unwanted problems. 
In the work setting, these conflicts occur and 
continue to result in problems for all parties concerned. 
Indeed many jobs for enrichment purposes lend themselves to 
employee development as opposed to employer/supervisor 
development. Many companies face the situation where an 
aggressive employee brings ideas from past work experiences 
or educational advancements into their work environments and 
are eager to implement their ideas. New equipment and 
techniques often place a gap between the supervisor's 
ability to define the job in comparison to the employee's 
ability. This is especially true of highly technical 
positions and can be true of less technical positions as 
well. Over time, supervisors lose their technical skills 
as more time is devoted to the job of management. It is a 
well-established fact that employees have the best knowledge 
of their job content. Many human resource experts recommend 
that the job holder is the key in the process of job 
analysis.34 
There certainly is not an easy answer with regard to 
development of a system that properly deals with the 
identified conflicts and also completely satisfies all 
19 
interested persons.35 However, there is no question but 
that some formalized system of defining the work activity is 
necessary. 
The current trend is to perform job analysis leading 
to the preparation of job descriptions and evaluation 
processes that are more objective as opposed to being 
subjective.36 Job analysis processes have been 
standardized, and the concept of using the job analysis to 
establish job descriptions is commonly accepted. Further, 
job descriptions are being promoted as the foundation for 
establishing the pre-employment interview and job 
performance appraisal processes. What appears to be 
missing, however, is that the processes being proposed are 
not integrated, but each is being administered 
independently. 
Research indicates that the processes being 
recommended, although using the job description as the base, 
appear to be fragmented and do not finally conclude with an 
easily developed and practical working integrated process. 
Generally speaking, the components that have been developed 
have an objective of being able to 1) select individuals to 
perform the tasks of the job, 2) train the individual in the 
position, 3) measure the performance (i.e. work produced) by 
the individual, and 4) establish the minimum level of reward 
for the tasks performed.37 
20 
Awareness of Related Legal Issues and 
Government Regulations 
It is important to have a basic understanding of the 
current requirements and standard systems available for 
establishing job conduct. It is perhaps advisable to begin 
the review by examining The Uniform Guidelines on Emplovee 
Selection Procedures - 1978. In August, 1978, the 
following federal agencies jointly published these 
guidelines: the Equal Employment Opportunity Commission, 
Civil Service Commission, Department of Labor, and 
Department of Justice. The Introduction to the Guidelines 
indicates that 
The guidelines are intended to establish a uniform 
federal position in the area of prohibiting 
discrimination in employment practices on grounds of 
race, color, religion, sex or national origin.39 
In this document, the agencies have defined several basic 
terms, which we have an interest in, relative to job 
analysis, job description, employee selection and 
performance appraisal. These terms are as follows: 
Job Analysis - A detailed statement of work 
behaviors and other information relevant to the job. 
Job Description - A general statement of job duties 
and responsibilities. 
Knowledge - A body of information applied directly to 
the performance of function. 
Ability - A present competence to perform an 
observable behavior or a behavior which results in an 
observable product. 
21 
Skill - A present observable competence to perform a 
learned psychomotor act. 
Work Behavior - An activity performed to achieve the 
objective of the job. Work behavior involves 
observable (physical) components and unobservable 
(mental) components. A Work behavior consists of the 
performance of one or more tasks. Knowledges, skills, 
and abilities, are not behaviors, although they may be 
applied in work behaviors. 
Selection Procedure - Any measure, combination of 
measures or procedure used as a basis for any 
employment decision. Selection procedures include the 
full range of assessment techniques from traditional 
paper and pencil tests, performance tests, training 
programs, or probationary periods and physical, 
educational, and work experience requirements through 
informal or casual interviews and unscored application 
forms.40 
Another source defines job analysis as follows: 
Job Analysis - Is the process of describing and 
recording aspects of jobs. Typically described and 
recorded are the purposes of a job, its major duties 
or activities and the conditions under which the job 
is performed. These three components form the 
essential parts of a job description. On the basis of 
the job description, job specifications are written. 
These detail the skills, knowledge and abilities that 
the individuals need to perform the job. Job 
descriptions could but do not typically include 
information about performance standards, task design 
characteristics and employee characteristics. 
Additionally job specifications could include 
information about individual personality interests, 
preferences likely to be compatible with the job or 
satisfied during the job's performance. These two 
modifications of traditional job descriptions and 
specifications are in keeping with the concern for 
attaining two of the three major purposes of PHRM: 
high productivity and high quality of work life. The 
other major purpose of PHRM (Personnel and Human 
Resource Management) complying with legal regulations, 
is served by doing the typical job description and job 
specifications.41 
With regard to the legal issue, at least three questions 
regarding job analysis typically arise in court cases: 
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The first is whether a job analysis was completed. 
The second contains the material adequacy of the job 
analysis. The third asks whether the method selected 
is appropriate for the validation strategies 
subsequently used.42 
These authors further conclude, based upon various 
decisions, that the courts will give "great deference" to 
the uniform guidelines with regard to any selection 
procedure. Quoting from The Uniform Guidelines (1978). the 
authors point out that "any method of job analysis may be 
used if it provides the information required for the 
specific validation strategy used."43 In review of The 
Uniform Guidelines (1978). particular attention should be 
paid to the introduction to the Guidelines. First and 
foremost it should be recognized that: 
The guidelines are intended to establish a uniform 
federal position in the area of prohibiting 
discrimination in employment practices on grounds of 
race, color, religion, sex or national origin.44 
Further, it should be noted with regard to the background of 
the guidelines 
One problem that confronted the congress which 
adopted the Civil Rights Act of 1964 involved the 
effect of written pre-employment tests on equal 
employment opportunity. The use of these test scores 
frequently denied employment to minorities, in many 
cases without evidence that the tests were related to 
success on the job, yet employers wished to continue 
to use such tests as practical tools to assist in the 
selection of qualified employees. Congress sought to 
strike a balance which would proscribe discrimination, 
but otherwise permit the use of tests in the selection 
of employees. Thus in Title VII Congress authorized 
the use of 'any professionally developed ability test 
provided that such test, its administration or action 
upon the results, is not designed, intended or used to 
discriminate...' 5 
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The key intent related to whether or not an adverse impact 
would result from the use of these tests, as follows: 
The Government's view was that the employer's 
intent was irrelevant. If tests or other practices 
had an adverse impact on protected groups, they were 
unlawful unless they could be justified. To justify a 
test which screened out a higher proportion of 
minorities, the employer would have to show that it 
fairly measured or predicted performance on the job. 
Otherwise it would not be considered to be 
professionally developed.46 
With regard to adverse impact, the comment is made 
that: 
The fundamental principle underlying the 
guidelines is that employer policies or practices 
which have an adverse impact on employment 
opportunities of any race, sex or ethnic group are 
illegal under Title VII and the Executive Order, 
unless justified by business necessity. A selection 
procedure which has no adverse impact generally does 
not violate Title VII or the Executive Order. This 
means that an employer may usually avoid the 
application of the guidelines by use of procedures 
which have no adverse impact. If adverse impact 
exists, it must be justified on grounds of business 
necessity. Normally this means by validation which 
demonstrates the relation between the selection 
procedure and performance on the job. The guidelines 
adopt a 'rule of thumb' as a practical means of 
determining adverse impact for use in enforcement 
proceedings. This rule is known as the 'Four-Fifths 
or 80%' rule. It is not a legal definition of 
discrimination, rather it is a practical device to 
keep the attention of enforcement agencies on serious 
discrepancies in hire or promotion rates or other 
employment decisions. To determine whether a 
selection procedure violates the Four-Fifths rule, an 
employer compares its hiring rates for different 
groups. But this rule of thumb cannot be applied 
automatically. An employer who has conducted an 
extensive recruiting campaign may have a larger than 
normal pool of applicants and the four-fifths rule 
might unfairly expose it to the enforcement 
proceedings. On the other hand, an employer's 
reputation may have discouraged or 'chilled' 
applicants of particular groups from applying because 
they believed application would be futile. The 
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application of the four-fifths rule in that situation 
would allow an employer to evade scrutiny because of 
its own discrimination.47 
The Uniform Guidelines specify that: 
The concept of validation as used in personnel 
psychology involves the establishment of a 
relationship between a test instrument or other 
selection procedure and performance on the job.48 
It appears that the primary intent of these guidelines 
relates to use of testing or other screening mechanisms, 
during the selection process, which would have an adverse 
impact on one of the minority groups that the Act intends to 
protect from discrimination. 
Employers need to be fully aware of the legal 
guidelines in establishing tests for the purpose of 
screening, in order to avoid discrimination against a 
protected group. The employer should strive to recognize 
the work force as an important resource and develop a human 
resource profile consistent with these guidelines. 
The guidelines are very complex, however: 
Schlei and Grossman (1976) have identified four 
types of theories of discrimination that fall under 
the review of Title VII: (a) Disparate treatment, (b) 
Policies or practices that perpetuate past intentional 
discrimination, (c) Adverse impact and (d) Failure to 
accommodate reasonably to an individual's religious 
observances or practices. There are procedural 
differences for establishing and supporting a claim of 
discrimination under each theory; however, each has 
been used successfully to prove employment 
discrimination. Regardless of the theory under which 
a claim is brought, the first step is for the 
plaintiff to establish a Prima Facie case of 
discrimination.49 
Prima Facie discrimination is defined in the Uniform 
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Guidelines on Employee Selection Procedures (1978) using the 
concept of adverse impact or the 80 percent rule. 
With regard to maintaining equal employment 
opportunity, employers need to make certain that criteria 
for hiring, firing and promoting do not have greater 
negative impact on a protected class as compared to the 
nonprotected groups. If the criteria used do, or 
potentially can, have a greater impact on a protected class, 
the employer must next determine whether or not he can 
validate such use and make certain that no other criteria 
with less negative impact are available. If an employer 
intends to administer employee tests, those tests must 
measure appropriately and accurately the true job 
performance or expectations.50 "Many employers still impose 
tests on prospective employees that successful current 
employees would have trouble passing. Such action can only 
lead to trouble."51 
As a result of external factors, many employers are 
uncertain how to proceed with regard to developing a 
selection process. Several issues, relative to job 
selection, that employers should be aware of include: 
(1) Subjective Interview Process: The traditional 
interview process does not eliminate employer risk and 
should be avoided. The following helps to clarify this 
issue: 
Due to the increased difficulty of developing and 
maintaining tests and other structured and validated 
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selection procedures, and due to the lack of awareness 
of their cost/benefit utility, many personnel 
specialists are returning to the traditional 
(subjective) interview as their only selection device. 
They apparently feel that testing has too high a legal 
risk and that test validation requirements are too 
extensive. What they fail to realize is that 
traditional informal interviews are considered as 
tests. They are subject to the same validation 
requirements and are accompanied probably by a greater 
legal risk due to their subjective nature.5 
The objective of the job analysis is to generate a 
description of the job in terms of job duties, required 
knowledge, skills, abilities and other worker 
characteristics. The job analysis is therefore essential in 
order to develop any selection process and be able to 
establish an appropriate validation.53 
It is further indicated that: 
There is evidence that a selection system 
developed on the basis of job analysis is more valid 
and less biased against minorities than a selection 
procedure developed without the benefit of job 
analysis.54 
This writing identifies some recommendations and 
considerations about performing job analysis, indicating 
that job analysis participants should be selected on the 
basis of their extensive knowledge of the job, not randomly, 
and both supervisors and job holders are important. If the 
job is performed over different shifts and in different 
locations, this needs to be considered. They encourage the 
use of specific job duties and job requirement information, 
as opposed to general and broad requirements.55 
(2) Formal Interview Processes: there are several 
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so-called formal methods and without question numerous 
informal methods that can be and are used for job 
analysis.56 The formal techniques are broadly divided into 
two types, those focusing on job aspects (job focused) and 
those focusing on an individual's aspects (person focused). 
Although no attempt is being made in this writing to expand 
on each of the formal methods, brief mention is made of them 
including a brief description. The job focused techniques 
are identified as: 
1. Functional Job Analysis (FJA). This process was 
developed by the U.S. Training and Employment 
Service and primarily has as its purpose the 
analysis of the job into people skills, data and 
things; these are then used to develop job 
summaries, job description and employee 
specifications. This technique apparently is 
rather lengthy and requires considerable training 
in its use and the outcome is highly narrative. 
2. Management Position Description Questionnaire 
(MPDQ). This particular technique is more of a 
checklist method analyzing the job from thirteen 
job factors and relates mostly to managerial 
position analysis. 
3. HAY Plan. This method also is for analyzing 
managerial jobs and apparently is used fairly 
extensively in a number of large organizations. 
This technique of analysis ties the job 
evaluation and compensation systems together. 
4. Methods Analysis. This technique expands on the 
conventional job analysis which focuses on 
describing the job and its general duties, the 
conditions under which the duties are performed 
and the levels of authority, accountability and 
know how by identifying how the job is to be 
performed efficiently and effectively. It draws 
upon the basic philosophy of work measurement and 
time study. 
5. Task Inventories. This technique utilizes a 
questionnaire concept and a uses a 
pre-established response scale for each task 
listed. The concept attempts to identify in a 
simple manner whether or not a particular task is 
done by the individual in that job, the relative 
importance of that particular task, and the time 
spent. 
Several of the person-focused techniques are: 
1. The Position Analysis Questionnaire (PAQ). This 
technique utilizes a questionnaire containing 187 
job elements and 7 additional items relating to 
amount of pay that are utilized for research 
purposes only. There is also a rating system 
utilized for each element. 
2. Physical Abilities Analysis (PAA). As the name 
suggests, this personal focused technique 
concentrates more on the physical proficiency and 
therefore may not be beneficial used by itself, 
but perhaps in combination with other job 
analysis techniques. 
3. Critical Incidents Technique (CIT). This concept 
is fairly time consuming and in many cases would 
not be practical, having its major purpose to 
identify incidents on a job, both effective ones 
and ineffective ones. These jobs are often 
observed over a period of 6-12 months, therefore 
making the system very cumbersome. 
4. Extended CIT. This concept is an expansion of the 
CIT concept and identifies job domains which 
relate to major functions of a job. 
5. Guidelines Oriented Job Analysis (GOJA). This 
personal behavior focused job analysis technique 
was developed in response to the Uniform 
Guidelines. It also uses the concept of 
identifying the primary job domains, which 
basically categorize related duties under one 
particular heading, called The Domain. Once the 
domains are identified, the critical duties 
performed within or under those domains are 
identified, duties being observable work 
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behaviors that are expected to be performed by 
the individual in the job. The frequency of the 
critical duties is also identified, as well as 
the skills and knowledge required to perform the 
duty. Only skills and knowledge that cannot be 
learned or acquired in 8 hours or less are 
included, since this is consistent with the 
Uniform Guidelines. Rejecting an applicant who 
could have learned the necessary skills in less 
than 8 hours who is not a defensible practice 
under the Uniform Guidelines. Next the physical 
characteristics that are needed to perform the 
job duties are identified and finally a 
description of other characteristics necessary to 
perform the job, such as whether or not licensing 
is required or special degrees, travel that may 
be involved and overtime work.57 
Following one or more of the job analysis techniques 
is an important first step to avoiding legal problems 
relative to both selection processes as well as performance 
appraisal systems. The key test is whether or not the 
process being used has a disproportionately negative impact 
on classes of people specifically protected under civil 
rights legislation.58 
Both the selection process and the performance 
appraisal process generally falls under the civil rights 
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legislation. Appraisal instruments that are developed 
utilizing a systematic analysis of a particular job are more 
likely to be supported by the courts. The more specific 
objective, and behavior oriented the evaluation has been, 
the more likely the system and instrument will be found 
acceptable.59 
CHAPTER III 
HUMAN RESOURCE PROFILE 
Recommendation for Process Improvement 
The ability of an organization to achieve its goals 
depends significantly upon its human resources. Management 
should recognize, that in order to attract and retain 
employees who will make a maximum contribution toward the 
organizational goals, that careful attention must be given 
to human resource functions. A very basic function is that 
managment clearly define the work activity to be performed. 
Management needs to select the appropriate employee for the 
work to be done and then on a periodic basis communicate to 
the employee whether work expectations are being met. 
The process of employee selection and performance 
appraisal are of extreme importance. The literature gives 
considerable attention to the development and use of various 
processes to select employees and conduct performance 
appraisals. Although authors present various methodologies 
for improving both processes, the literature does not reveal 
a system that coordinates or integrates these two critical 
and somewhat similar human resource functions. 
Employees and the Government have significant concerns 
with regard to the fairness of pre-employment interviewing 
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as well as the performance appraisal process. This review 
of the literature suggests that both processes should 
utilize an objective job related methodology. By having a 
clear understanding of the expected job requirements, 
individuals seeking to be employed as well as those who are 
employed have knowledge of management's expectations. 
Similarly management has knowledge of how to communicate the 
position requirements in an effective and meaningful manner 
to the individuals seeking employment as well as those who 
are employed. The process being proposed in this paper 
attempts to address these important aspects of the human 
resource program by utilizing a methodology which merges the 
job description into an instrument called a human resource 
profile. The instrument is then used to conduct the pre-
employment interview and the periodic performance 
appraisals. 
The first step in having such a process is to have a 
clear knowledge of the job requirement. This can be 
accomplished through a job analysis process. The objective 
of such an analysis is the development of a clearly defined 
job understood by the employee, prospective employee and 
employee's supervisor.60 
Such a well defined job can thus be used during the 
selection as well as the performance evaluation process.61 
Attempting to satisfactorily address all aspects of these 
important components of a human resources program is 
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important and necessary, even though difficult to 
accomplish. Organizations and experts continue to attempt a 
refinement of the task of defining work and continue to 
experience problems when programs are placed into practice. 
Performance of a job analysis in and of itself is of little 
value if the total system in not integrated. It is the 
integration process that this paper addresses, with the 
development of a practical working methodology which causes 
the events which should take place to indeed take place. 
The process being proposed draws upon all of the 
critical requirements identified in this paper, and consists 
of a carefully developed job description for each position 
within the organization. Although the job description is to 
be complete in terms of identifying the job, it should not 
become task oriented, but rather outcome oriented. For 
example, the typing segment or job domain for a secretary's 
position should be identified in terms of the outcome 
expectation (i.e. utilizing up-to-date secretarial skills 
and equipment, prepares, within time frames specified, typed 
documents which are error free and ready for signature). 
After each segment or job domain is identified, the 
human resource profile instrument as shown in Figure 1 is 
developed. This profile becomes the instrument initiated 
for each applicant who is selected for a pre-employment 
interview. This is the first critical step of the 
integrated process. The defined job becomes the basis for 
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conducting the objective and formal interview. By using the 
profile, each applicant will be treated fairly and there 
should be significant consistency in terms of what was 
discussed with each applicant, since the profile serves as 
the guide. As each segment of the job is discussed with the 
applicant the interviewer records directly onto the profile 
whether the applicant meets the skill requirements. Once 
all applicants have been interviewed, the interviewer has a 
documented means of making evaluations and comparisons in 
order to arrive at a selection decision. The profile 
continues to have a value for the employer even when the 
applicant is not selected, since it serves as evidence of a 
properly conducted pre-employment interview. 
The profile of the applicant selected becomes the 
instrument which will later be used to guide the supervisor 
in the performance appraisal process. This is the second 
important step in the integrated process. The individual 
hired is, at the appropriate time, reviewed against the same 
skill levels identified during the pre-employment interview. 
Using the same instrument allows for continuity between the 
pre-employment interview and the job performance appraisal, 
since both the supervisor and the employee have a common 
understanding of job requirements and expectations. 
The instrument, as it develops, becomes the profile of 
the individual's work experience. It is easily reviewed by 
the employee, the immediate superior or another manager. It 
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is the means of recording performance expectation and 
documentation of performance achievement. The profile is 
designed in such a manner that it can be used for several 
performance appraisal periods and thereby allows both the 
employee and supervisor the opportunity to not only measure, 
but also trend specific performance levels. 
Although the intent of this paper is not to develop a 
computerized application, the profile can easily be retained 
on a data base, making it readily available to the immediate 
supervisor as well as the Human Resource Department. 
This integrated profile puts more meaning into the 
total process of employee/employer performance expectation 
and accomplishments. Both the supervisor and the employee 
should be more comfortable when utilizing this profile since 
it serves as a means of communication relative to the 
specific components of the job. It also serves as a means 
of communicating which skill areas the employee may need 
additional training, or areas where the employee's 
performance has declined in a particular job segment. 
The intent of the profile is to attempt to solve the 
many problems that have been identified in this paper 
relative to traditional pre-employment interview and 
post-hire performance appraisal processes. Although no 
system is a perfect system, it is proposed that this 
integrated process has the potential of improving these 
critical human resource functions. 
A detail description of the various sections of the 
profile and recommendation regarding the process flow 
follows. 
1. Job Description Section: 
The job description is placed on the left side 
of the form. The description is supported with 
adequate documentation of job analysis as felt 
appropriate by the organization's management. 
Such documentation would not be a part of the 
form, but should be contained in the Human 
Resource Department files by job. 
2. Interview Section: 
The next section relates to the initial interview 
of a new employee. The inclusion of this section 
is extremely critical, since the methodology 
intent is that the interviewing process will be 
specifically job related. The Human Resource 
Profile would therefore be initiated prior to the 
arrival of the prospective employee. The 
supervisor conducting the interview would be 
required to go through each aspect of the job to 
determine whether the individual meets the job 
requirements. If a rating system is used, the 
score can be entered into the profile for each 
item on the job description. If the organization 
is satisfied with a simple yes or no with regard 
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to the individual meeting the particular job 
description item, then such is marked on the 
profile. If the organization desires to verify 
the applicant's ability to perform the particular 
job function, then that action can be directly 
recorded onto the profile. Finally, in this 
interview section it might be possible for an 
applicant to meet the requirement through brief 
on the job training and if so, such notation 
could be made directly onto the Profile. 
3. Performance Appraisal Section: 
The third section of the Profile represents the 
periodic performance review and also, as did the 
Interview Section, relates directly to the job 
description item by item. Further, this 
methodology allows for a continuous monitoring 
covering 5 years or 5 review periods, depending 
upon the frequency of the periodic reviews. A 
variety of rating systems can be used, depending 
upon the concept devised by the particular 
organization. The Profile shows a concept of 
plotting the individual's performance on each job 
description segment or domain, by indicating the 
performance level. The recording can be based 
upon a rating system if the organization uses 
such an evaluation methodology. 
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Since the Profile extends over successive 
evaluation periods, the employer and supervisor 
can access the employee's development. The 
Profile would be forwarded to the supervisor 
ahead of the annual review period and the 
methodology would require that the Human 
Resources Department forward the same Profile as 
each review period approached. At the time of 
the sixth review period a new form would be 
instituted and again cover five or more 
review periods. 
4. Review and Action Section: 
The fourth section of the Profile relates to 
review action categories, including approvals, 
employee counseling that might have been 
necessary during the year and allows for a brief 
indication of the event, supported by whatever 
additional documentation is necessary. 
The approval category relates to job 
description approval. If the job description 
changes, a new profile with the new job 
description is made available to the supervisor 
along with the previous Profile. 
The interview actions should be summarized 
in the appropriate section with an indication of 
whether the position was offered and if accepted. 
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If the position was not offered, the Profile of 
the interview conducted should still be 
maintained, most likely with the applicant's 
application form. 
The lower section of the Profile contains 
information related to each periodic review 
period. If the methodology includes the 
determination of a wage raise consideration, then 
it can be indicated as granted or held, depending 
upon the action taken. 
Finally, the lower section contains area for 
signatures of the reviewer and the employee, as 
well as an indication of whether any additional 
comments are attached. The reverse side of the 
Profile shown as Figure 2 can effectively be used 
for comments for each review period or a separate 
sheet attached which has a standard format. 
Figure 2 
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CHAPTER IV 
CONCLUSIONS AND RECOMMENDATIONS 
Summary 
This paper presents a theoretical approach toward 
developing an integrated process for pre-employment 
interviewing and post-hire job performance apprasial. The 
approach stresses the concept that the human resource, the 
pool of workers, needs to be regarded and treated as the 
organization's most important resource. Employees will 
have a better attitude regarding their jobs, the company, 
management and the product they produce or service they 
provide if they believe to be valued by management as being 
very important. They want to be treated fairly and have 
complete knowledge of reasonable levels of performance 
expectation. 
Because managers of most organizations are under 
pressure to control expenses, it is understandable why the 
human factor within the business might appear to be treated 
as an unvalued resource. This resource is usually the most 
expensive and can be easily manipulated by management. 
In preparing this report, extensive review of the 
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literature was carried out. It was identified that a 
significant area of employee concern relates to fairness in 
the pre-employment interviewing process as well as in the 
post-hire performance appraisal process. The government, as 
well as the courts, appear to be supportive of the workers' 
feelings that equity and fairness should be afforded the 
United States work force. 
Although the research suggests that management is 
attempting to respond to the worker's desires for fairness 
and equity in the areas of employment selection and 
performance appraisal, it appears that only fragmented 
systems are being utilized. A greater effort is being 
placed into relating the pre-employment interview and 
post-hire performance appraisal to the specifics of the job, 
but an acceptable process which integrates the two 
activities was not identified. 
Therefore, the human resource profile, which is job 
specific and individual specific, is recommended as a 
methodology which can help both management and employees 
reach meaningful objectives regarding fairness and equity. 
Further, the process opens up and matures the communication 
process between management and employees. 
An integrated approach to handling the often difficult 
task of relating the interview and performance appraisal 
processes to the job description is proposed and explained. 
No one system is adequate for all organizations, but this 
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proposed concept and methodology allows for wide 
application. 
Recommendation for Further Study and Testing 
The model being proposed in this paper needs empirical 
validation. Once the Profile is tested and validated, 
determination of the instrument's effectiveness can be made. 
It is anticipated that if the process is implemented 
according to the methodology proposed, that this system may 
be found to be superior to the current fragmented systems. 
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